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ABSTRACT 

This paper describes the organization and function of 
the Instructional laproveaent Coaaittee (IlC) systea developed by the 
Jefferson County (Alabaaa) School Systea. Each school in the systea 
has its own IIC, chaired by the school principal; the principal 
arranges for the election of at least one representative each froa 
the various groups within the school faaily, including students, 
parents, teachers, classified employees, and coaaunity lea<3ters. The 
lie serves as a clearinghouse and sounding board fox concerns related 
to the school and advises the principal on various educational needs, 
interests, and problems. Because citizens are actively involved in 
the school system's management plan through patrticipatioa on IICs, 
there is little need for separate "citizen?' committees." (JG) . 
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4 i^vc said: 



1. Citizen participation fihouIdj:r>or ^ sub-$)rstom of 1:he «clior 1. •system' s 
management plan, rather than a tack-on to the Board. " v ^ 

2. There is pifobably little need for pure citizen committees se parate 
-flrom others in the "sffhool family." This vouid apply to "otHer groups 

^ also- -teachers, students, classified personnel, or parents. 

M f 

3. Participation of all groups as just delineated is educative xa, nature. 

4. The e::pertise claimed* for separate citizens committees can be obtained 
by requesting volunteer citizeiv consul'tants to serve established 
coinmitLceS . 

5. The highest prioricy for citizen participation on sjcbool system committees 
is to get a handle on the school system operation in an adyisor>C senSe. 

6. The second highest priority for citizen participation on school system ♦ 
committees is to have a handle on and be an active participant in the 
system mraiagement information system (MIS) or data flovr; i.e- , informa- 
tion. 

7. The major goal of citizen participTation in the school system ia to bring , 
credibility to the recommendations of the Hoard employee and to provide 
verification of the delivery system. For example: 

ft 

« A. In the classroom students are learning. 

B. Additional instructional materials ate needed. 

C. Capital outlay in the learning area needs to be 
improved. 

D. Enough textbooks are delivered but not on the student's 
reading level--the^e advisors cut red tape. * ^ 

. 8. In other vords, in our present society when what you do rather than your 
handshi^k^s' or yourlword, is your bond, let's provide for direct confirma- 
tion or documentation o£ our performance. 

9. To hnve coT.mittees which have a handle- on sc^o^pl system's operations 
rather than just those studying and' rdpbtg tx> the Board; the Board of 
Education must support an open convnunicatxons policy for all, with and 
to anyone at any time. 
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"HOW TO GCT rULT, VALUli FROM CITI^IJNS' COMMITTEES" * . ,* 

(Direct participation of citizen's with'othcr- concerned mentbers o£ the school ranily)- 

- INTRODUCTJOV" 

I'he iinprovemc^.nt of education' is' a goal diared by tliousands of people throughout this" county 
and Dur Jefferson 'County S^cliool System. They Sre- students , parents*, teachers, school 
adraini strators , nc^n-teaching or classified schooi personnel, and community leaders—all 
members of the Jefferson County Board of Education's school family. The Board realizes that 
the ideas, concerns, and- support of each of these groups are necessary to achieve that 
common goal. 

Therefore, in order to tap these valuable resources the Board has provided for the establish- 
ment of tv/o bro:id-ba:icd cadvlsory comnittees in each JefCoJJd school: The instructional ^ 
improvement conniltte e (ilCj -aad a budget sub-committee .i Together they provide for a program 
of participation unique to education in Alabama/ 

We have ha(^ thc.^e advisory committees in operation ^for two and one-hal f ^ oars. I shall 
atteji^^t tc briefly explain the purposes, composition, and procedures fi^ , . se two committees. 

The Jefferson County Board of Education has' enlarged the committee concept to i.nclude a 
lioftrd^^CoTOittce j^yitem in the courthouse. There are four comnuttees--Personnel , Business 
Management, Support Services, and Systems Management, one representing each division of -the 
school system and its membership is con^p^sed of two board members (ox\^ servirig~as charfperson) 
and a division superintendent. The concept is expanding from the school base to tht2 class- 
room" through an lie advisory^ committee V7hich consists of' a discipline and/or grade department 
committee, and, eventually, an individual teacher advisory committee of which the teacher * 
is executive .s.ecre tar}'. * ^ ^ 

/ & 
PURPOSE ' ^ ** ■ 

The malor Purpose*s of the TIC (Instructional Improvement Committee) are to provide^^a* 

clearing house for ideas and a sounding board for concerns which relate to teaching 

and learning in the sc hool . 

^ ^ — ^ . . ^ 

The committee's membership serves to advise the principal on the needs, interests, 
and problemrj as seen through the perspectives of all members of the school family. 

The TJC is not a decision-making group. The principal of each school remains ^he ^ 
chief,'e?\ccutive ofliccr with the legal responsibility to make decisions which will 
affect the lives of overdone involved with a school's operation. 

The' ^additional information provided through the membership of ^the ITC provides 
principals with a better base of information upon which. to make those vital de- 
cisions. 

The major purpose of the advis6ry boards at the- central staff level (courthouse) 
ifr estifbl ishcd as an administrative communication link between the IIC in each 
^ fichool and the Jeffe'rson County Board of Education committees and the Board. It 
shall be'a function ol the advisory boards to assist! the board of education com 
mittees in solving; problems that relate to the local schools. The concept of the 
advisory board is a learning-manaj;ement process which incorporates a problem solv-' 
ing approach using v;ritten procedures and supporting rationale. The procedures 
sex*ve as a vehicle for transmitting formal and informal input and feedback iii a 
two-way con mnii cation flow. 



, The primary purpose of fthe 'discipline and grade or department level advisory 
comtnittee is to. provide^ a clear iiig,house for ideas ,* problefas , arid a soundings 
board' for concerns xAvkch relate tcr*'tha telaching and learning at a grade pr 

' departnicnt level. Thd IXC advisory committee membership serves to advise the 
principal and IIC on the needs, interests, and problems as seea through the 
perspective of all meijibers of the school family. 

,The department or grade level advisory committee is not a 'decisiorf-making com- 
mitbee. Its primary fynction is to generate data which relates to the needs of 
the students and school family of this grade or department level wliich serves 
as a broader base of information upon w^icji vital decisions are made. 



MEMBERSHIP 



The most important ,aspect of any working, representative group is Lts membership. 
A design for broad representation is a 'major strength of the IlCi / 

y • ' / 

The committee's Chairperson at each school is the principal; \ifho, makes arrange- 
ment for the election of at least one representative of each of /the^ following 
groups \vithLn the schaol family: students, parents, teachers, classified employees, 
and community leaders, ^'harefore, each IIC has a minimum of six members, including 
the principal. Six m-^mbers are required in order for the school *s IIC tb be valid 
_and recognized by the Board. 

The principal «may enlarge the committee by appointing" pther ^representatives on 
such bases as grade"" levals, academic disciplines, e^ctra-curriculum activities, 
and support or organizations. 

Membership is voluntary. Efforts should be made, however, to insure that clearly 
recognisable representative of 'all special interest groups are , included. 

The niamt^errhip of the advisory board hac the sa^ie composition as the JIG with the 
addition of certificated and classified representation frotft the central office 
level. "Each school group shall elects by secret ballot, orle person to serv^' on 
the schools* IIC committee and to be that school's representative from the system-^ 
wide advisors^ board, vzith the exception of the citizen group representative which 
is^^appointed by l:he principal following ^nt>minat ions from the various organizations 
in the comnunity. 

This' advisory group is designed for school family representation within the dis- 
cipline and grade or department level. ' The group would have a minimum of five 
members; the group chairperson,*^ one parent (ej.ected by parents of students from 
whom the chairperson is responsible) one citizeh at lar^e .(no studeuts in school:, 
one student from classes for which tli^ ^fiairperson has rcsdonsibility , and on© ^ 

peer teacher (elected by the teachers with whom the teache^j* works). 

\ 

MEETING SCILEDUfiE ^ ^ 

The instructional imprpupment committee is designed to meet .monthly , or weekly . 
lint ii" agenda items hwc' been, exhausted, during dfie regular school year. Toga the* 
the principal and the appointed membership deternune the most convenient meeting 
ilime and place. The meeting timos should not conflict with the school^s instruc- 
tional program. Copies of the co.iimittce's meeting schedule should be widely dis- 
seminated throughout the school and the community and should be posted in the 
school's office'. * • . 

.5 



At. least once each quarter, the IIC and the budf^et sub-comnuttoe* hold joint - * 
m'jCtinj^s, ifj consicjored in cstablisliing the meeting schedules of i>oth. 

Tlie' advisory boards shall meet moi^Lhly at timos regularly schedule in advance - - 

of the board of education's divisional sub-committoe meetings for the purpose 
of reviewing acllon by tl)o board oi education at its previous meetinii and to * - 
prepare any iiiComiation the advisory^ boards wish to present to the divisional 
board sub-co:n:niLtees , and to observe and report on the regular meeting of the . 
board of cducaLiuu. 

The discipline and grade or department level IIC advisory committee meeting 
txMe is do si [',4^^ not Lo iuLerfere wiLli the instructional program nor the IIC 
and bud^'^cj: sub^conwiittce , The advisory comraiLtec shall meet at least once / 
monthly prcCL-ciiuc?; the regular IIC 'noeting, 

✓ 

OPERATION 

Each com">^it*tee meeting is conducted from an agenda established by the * principal , 
who prci^idcs at each mceLing. Roberts Rules of Order arc used. 

Any problcim or proposal relating to the school's operation may co^istitute an 
agenda itora. Any iiuitber ol the school family may request, through t\\Q firi ncxp a l — — 
^ 'or a mcnber of the ccminttee, that a particular concern be placed on the agenda 
^or cousidor^Jtion of the coTiimittee membersh^Lp, The order *tff the agenda items 
is dC'ternuLKed by tlie committee^ 

Af'cnda items nb.',ht relate directly or indirectly to the school's curriculum and 
instruction, facilities, ftteniture and equipment usage, mc^te^'•ials and supplied, . 
discipline, tir:tbaaks, maiiVtenance , transportation, extra-curriculum activlrties, 
clf>s?rnoin actlvn-^es, food servipe, library service, scheduling, school rules and 
rcgulaticv.r , c'^c. Individual pupil and/or employee; personnel nuiCterc are off , 
limits, but all parties have direct access to the immediate supervisor for -gViev-. 
anccs, hearings, and appeals. 

All requests for problems or suggestions to be discussed by the IIC must come in ^ 
' \7riting, defining the issiie, stating \Aio and wliat is involv^ed, offering alterna- 
tive splntions, and reco^nmanding particular solutions* A form to facilitate this 
procedure, "Tin- JefCoLd^l^robleui Solver," is used to place items on the agenda and 
for- appeal ing. decisions to imnicdiate supervisors. 

The chairperson (the principal) of the IIC, utilizing the information^ on the 
problem solver, leads a di^^cussion of the problem and/or proi^osal , and the group 
idcutifies alternatives and/or solutions, and then attempts to select the best 
solui:iori--a mi'jority vote as noeded is used to advise the principal- ^The con- 
. clu'5ion rc*ached by the TIC is utilized by the principal in making his final decision, 
which is foruvvded on_a_copy of the JeCCoEd problem solver to the person suhrtiitting 
.the. .initial problem. If the person docs not accept the decision, he may appeal to 
the next liii>h(^r line officer, the 'form indicating to whom the appeal is made. 

The principal nay appoint sub-committees of the IIC to study certain issues, such 
as academics, safety, sanitation, and discipline, in greater depth and report find- 
ings back to the committee's full membership. 

Minutes ii.re recorded at each meeting. Follow'ng the meeting, written copies of the 
minutes ^e to he posted in the school office and distributed Jto the members of the 
comnrittee and to others interested. * ' " " ' 
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*The."advlsoV*y boards shall plan and conduct in-«erv.ice training sessions for 
the benefit of all members to acquaint them with the operation of the school , 
system. ' . . . 

Agenda items .for the -board educational committees and/or board aire developed 
from locol scljool atid central staff requests or concerns relating to the apeta- 
tion of the' schools whlcli mayrelatc directly or indirectly to Che fuLi range 
of instructional or support services. The ordet of the agenda items for the 
board committees ^re detarmtned by the board coimiiittee secretary (superintendent 
of division) and the a^^enda for the board of education is pifepared by the secre- 
tary of the board (superintendent of schools). ' . , 

Any member of the advisory boards, when recogni^sed by the board committee chair- 
person or president of the board of education, may speak on' any issue or problem 
but does not have any official voting privileges. 

Mimites arc recorded at each board jcommittee* meeting' and will be made available 
-to the adviJiory boards for distribution to their membership and to otjiers as 
applicable. " ' n , * 

■ ? • . • -• 

The agenda is estctblislied by the chairperson who. presides at each 'meeting using 
tlu Roberts. Rules of Ojcder. Xt» steLt be the function of the discipline and'grade ♦ 
,or department icvel^nC and budget advisory, committee to. assist the chairperson 
in solving problems' that relat& to the teachers and students.- This concept of 
the lie .advisory coinmittee is a learning-management process which incorporates 
the problem-solving approach in relating planning wiwh the budgeting aspect of 
classroom instruction. * . ^ 

^ ' . „ APPEALS 

4As was outlined earlier, the IIC is not a decision-;making.body . Tts purpose is 
to advise the i>rit?cipal on dticisions that need to.be made and to i^:^ r'i^e as a; 
major -fiourco of infar^uation. The principal, with this background, makes all 
decisions govornincr t-he. operation of the -cchool. Those decisions, hoxjever, need. , 
not *be final* * , ' 

• Any member of the school fami ly-- student , teacher, parent, classified employee, 
or citizen- -ivHiecher otf not r. member of the TTC, may appeal' decisions of the prin- 
cipal. 

The prpcedufp for appeals follov/s the school system's organization of management 
throut^li one of the four JefCoEd divisions, their Board of Education comiittees , 
s and finally the full membership of ^le Board. 

An individual may determine when to appeal a' decision and is free' to select the 
divisioa>throu^;h which the appeal v;ill be initiated, for .example , a personnel 
problem submitted hy a teacher may be'' forwarded throtigh the personnel of rice, or 
throup;h thx^ ii'ne or aclministrative office. A student may present his problem to 
his teacher, the principal, or the appropriate 'Jstaff person. . A by-pass system is 
permitted when the individual's problem is related to his inimediate sujiervisor . 

The advisory boards ajpd the Jefferson County Board of Education committees are not 
a dccision-making body. Their purpose is to advise the superintendent and Board 
on decii^ions that need to be made and to serve as a maj^or source of information 
and reviev;. The reconrnc^ndations are not final in that additional ciuestions and 
infonnation may be presented when* d aboard coimiiittee item is. presented to the 
Board of liducation. The l:]^ard Quminil^ce analyses a^b available information from 
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the representatives of the school faniiliGs (including central staff cer.tificated 
and clasfj ficd) . Any im^mber of the school family, wliethur or not a member of the 
lie or advii;ory board^J may Appeal recommendations to, any member of the- advisory 
board or lijio organization. 

Recommondatious made by the lIC advisory committee would serve as the major 
source for information ' to the principal in making decisions govorninf^ the opera- 
""tions of the school. Ilov/ovor, any* reconm^ndatibn made By this cornniittee and/or 
decisions .'made by the ^principal as a resuJLt of the Recommendations may be appealed 
By members ot this family group.. Appeals may be made to the department chair- 
person, elected members, or prii\cipal. 



• JiUDGET SUB-C0>LM1TTEE 

As with any family, money is a major concern of JefCoEd's school family. Where* 
ttre-money-eohu:^^ from,^_how_ much comes , and .for \Wiat it is spent are issues of great 
importance to all those involved'Tn or^a^fexrted -fe3^-4:l$e.-opcration of the local j^chool. 

fcith tliis rt'alir:ation in mind, the Jefferson County Board of Education has prQvid«?.d 
£or* the citation in cacli of JeECoEd's ei^.hty-six schools of a budget sub-committee 
to the lie ao a part of the fif tocn( J 5) months ' program budget cycle for the school" 
system. ^ ^ - . . . 

It has much in common with tlie parenit iustructional improvement committee. Their 
compositioii is based on the sa'iiQ formula; tliey both meet monthly and \;ork from pro- 
pared a^enJcs; both i'^ilow essentially the same operational and appeal-s proceduccs, 
cind both stTve to advise the principal. As assistant principal may soivj as the 
budget sul!*-co tniittce chairperson. . . *^ 

Jho budget ccmautteo is responsihl e ■ for sttidyjng^nd foe advising the principal 
on cf>TTrf'r^': a'- ^.'Miooi fu:ids., for ?strhl i s^^i v;^ t;hc scllool's yearly bud^6t, for 
rcvi4:;v7in;-; m.outhly the school's actual income and expenditures, and for modifying 

''^the bud[\ct as ncedect.. 

Wise utiJi::ation of money is a primary concern of the JefCoEd school family \nd 
Board of Education. The establisiimeut of a fifteen-months* program budget pii^uning 
-cycJe was doveJopcd as -a m.odel to be u§ed as a guide for more e^vpiicit p.lanninfj, 
and for providing a means \7horcby issues of great importance to all could 'be re^t> 
viewed- fully prior to making decisions which result in the a] location of 'funds. A 

The local school -budgets are constructed by the principal after reviewing recom'- \ 
mendation.s \:!}ich are prioriti::ed and submitted by the liC and budi^ot sub-l^ommittee \ 
relatim^, i.^^j^ the specific school neuds. The compilation of the local school budget^\ 
and 'the di"v:.t(^ional budgets provide a tentative budget plan at' the central office \ 
levxil and .art reviewed by the Board^ educational cqmnuttees. The\data provided 
through advipory procGss for uti^ lining xx\])\\t of the IIC, budget sub-committees, 
and the division board coiunittees , coi\tribute to the data Ijase n'ftcessary for long 
and short range educational planning at the Board ^evel. 

The f iftecn-iuunths * - pro^u'anr'budget cycle enhances the d£n:ision-ma?r^ng process at 
the Board level by compiling information on a timely basis. Progian budgeting re- 
quires participatory planning from the total school family, and, therefore, the 
committee concept is a viable component of the fifteen-months' program budget 
planiTiu;; cycle and mana'i;ement infucmation system. The committee concept, wlien used 
effectively, serves a^; a process .for utili::ing. input for budget planning, in fiddition 
to serving as a medium for venting concerns. 



T?he *llsciplinfe and grade or dcpArtmcnt level IIC advisory committee^ is a basic 
component in the iiiadcl used with developing the plaurHng aspect £or building a 
program budget. Gaclly, needs, a^^sescmcnts , and the costing of activities ffhall 
be initiated and »cvie\Xid at the departiiicnt or discipline and grade^r depart' 
ment level. . 

-. ■ . ■ ./.-. ■ - ■ — • 



